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14 June 1973 


MEMORANDUM FOR: Director of Central Intelligence 


SUBJECT : Activities of. the Management 


Advisory Group, June 1972 - May 1973 


1. This memorandum summarizes the activities 
of the Management Advisory Group during the past 
twelve months. 


2. The policy of staggered appointments to 
MAG again resulted in a complete renewal of its 
membership. Some of the new designees were selected 
through advertisement of vacancies, as MAG itself 


had recommended toward ensuring effective performance. 


MAG has continued to meet on a monthly basis: one 
regular business session and generally also a 
dinner session. Guest speakers, in addition to 


the Deputy Director of Central In Loc 
included 7 order of aa 


3. MAG this year prepared a number of 
papers and recommendations on its own initiative, 
submitting them to the Executive Secretary of the 
Management Committee (formerly the Executive 
Director - Comptroller): 
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A. Appointments to the Management _ 
Advisory Group. MAG proposed that each Directorate 
review its procedures for filling MAG vacancies 
and suggested ways to open membership to a 


broader circle of interested individuals (Tab A). 


N B. Recommendations Regarding the 
"FYT - Allegations and Answers" Series. MAG. 
recommended continued experimentation with this 
series. However, noting the existence of 
scepticism among its peers, MAG cited the most 
frequently mentioned deficiencies and suggested 
changes to make the series more credible (Tab 


B). \ 


C. Recommendations on Credit Union 
Management. MAG called attention to possible | 
improprieties in the practices of the Credit 
Union's Board of Directors and recommended a 
review of the union's managerial procedures. 

As a result, a discussion was held between the 
Executive Director-Comptroller and the appropriate 
officials concerning the Board's electoral pro- 
cedures and the Board's responsiveness to Credit 
Union membership as a whole. MAG's concern thus 
has been alleviated (Tab C). 


Np. Dissemination of Information. As 
a follow-on to the earlier MAG paper on "Allegations 
and Answers,'' MAG recommended that information 
bulletins be coordinated and issued from one 
central point. Such bulletins should include a 
statement of purpose and be as straightforward 
and factual as possible. MAG also offered to 
review such issuances prior to distribution 
(Tab BD). 
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\. Improving the Role of Training in 
Personnel Management. MAG felt that the Agency 
was not effectively utilizing training in 
personnel management and career development. 
Thirteen recommendations related to the concept 
of the "training officer,'' management's role, 
and the role of OTR were included in the MAG 
report. In a memo to the Ex Dir, the Director 
of Training responded in detail to MAG's recommenda- 
tions (Tab E). 


\\ F. Assignment of Co-op Students and 
Summer Interns to Audit Staff. MAG expresse 
its concern about an allegation that Co-op Students 
and/or Summer Interns were being used to audit 
field stations and bases, thereby exposing 
employees who might have only a brief relationship 
with the Agency to sensitive information that 
an audit reveals. MAG felt the subject was of 
sufficient gravity to call to the Executive 
Director's attention for possible investigation. 
The Ex Dir discussed the matter with appropriate 
officers on the Audit Staff, who agreed to consider 
the implications of using such employees in auditing 
field offices (Tab F). 


Ne. Useful Policies and Procedures. 
MAG catalogued numerous procedures and policies 
in limited use within the Agency which appeared 
to have more universal utility. The Executive 
Director forwarded the paper to the Office of 
Personnel, which prepared a compilation of addi- 
tional useful techniques. Subsequently, the 
Executive Director directed that these techniques 
be publicized. So far we know of no follow-up 
on this, although MAG itself is preparing a sequel 
to this catalogue (Tab G). 
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. H. Program for the Prevention and 
Treatment of Alcoholism. Pointing out that the 
Agency had not made sufficient effort toward 
educating employees about alcoholism, MAG made 
several recommendations for better implementation 
of existing Age y. Subsequently the 
DDM&S issued WN [| “Program for the Prevention 
and Treatment o coholism'' as one response to 


MAG's paper. Other MAG suggestions are now being 
considered by OP (Tab H). 


\ 

~ I. Employee Bulletin on RIF and 
Assumed Reorganization. MAG recommended that 
official Agency policy statements be made on 
proposed plans for personnel reductions and 
reorganization -- subjects rampant in the news- 
papers and the rumor mill. Since then MAG has 
noted with pleasure the release of several policy 
statements on these and other subjects of 
employee concern (Tab [). 


yr. Career Services: Need for Change. 
MAG froposed major alterations in the Carcer 
Services system. Recommendations included reducing 
the number of Services from 23 to 5, promoting 
greater career mobility between Services, setting 
up a career counseling system in each Service, 
and standardizing basic evaluation criteria for 
use in all Services. MAG hopes its ideas will 
be considered in the OP study of the problem now 
underway (Tab J). 


Alas K. Use of Part-Time Professional 
Employees. From MAG'Ts perspective, the utiliza- 
tion of such employees has a number of advantages 
to the Agency, especially for the retention of 
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specialized skills that might otherwise be permanently 
lost. Other possible benefits include the consolida- 
tion of work tasks (with attendant savings in 
resources), greater opportunities for the rapid 
advancement of younger officers, and flexibility 

in training.which is oriented toward professional 
broadening or retirement in a second career. The 
Executive Secretary sent MAG's paper to the DDM&S 

for action; OP has asked the Deputy Directors to 
comment on ways to implement MAG's suggestions 

(Tab X). 


4. Studies or recommendations on issues 
raised by management included the following: 


NA. Revision of Fitness Report System. 
In response to a request from the Executive Director, 
MAG reviewed several inter-related OP papers on 
the Fitness Report and Career Development programs 
and submitted its recommendations for changes in 
the proposed system. Some ideas from MAG's review 
were accepted in the revised Fitness Report system 
recently approved by the Management Committee 
(Tab L). 


¥ 

Vp. Effective Lateral Communications. 
In response to a query from the Assistant to the 
Executive Director, MAG reported on the need 
for better lateral communications (despite ''neced- 
to-know') within the Agency. It listed methods 
by which such communications could be improved, 
for example: country or subject seminars, a 
data bank of specialists, and closer personal 
contact between components. DDS was tasked 
with preparation of a functional Agency phone book, 
which is near completion (Tab M). 
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C. Personnel Development Program. At 
the request of the Executive Director-Comptroller, 
MAG reviewed the Office of Personnel's planned 
Personnel Development Program, finding it to be 
an excellent systematic approach to executive 
_ development. MAG evaluated its probable effective- 

ness and acceptance, noted the effort that would 
be required to implement it, and pointed out 
possible pitfalls in the plan (Tab N). 


TENT 

we ““~“ D, The Agency's Image Revisited. At 
the request of the Executive Director, MAG reviewed 
an earlier MAG memorandum (18 November 1970) on 
this subject. The review confirmed the memorandum's 
judgment that the Agency's image is determined 
mainly by the quality of its work. MAG felt, 
however, that several of the earlier recommendations 
were now cither superfluous or likely to be 
counterproductive. In today's environment, MAG 
recommended a generally low-key approach, specifically 
calling for reinstitution of the "100 Universities 
Program" and for increased public service endeavors 
such as the OMS drug exhibit. The Executive 
Director passed MAG's recommendations to the 
Director of Personnel, who proposed, as a first 
step, a modified "100 Universities Program." This 
proposal, endorsed by the DDM&S, was approved by 
the Management Committec. Other suggestions have 
yet to be considered (Tab 0). 


KG E. Air Proprietaries. At the request 
of the Deputy Director of Support, MAG looked into 
the subject of air proprietaries and concluded 
that a study-in-depth on their need and management 
was long overdue. Such a review was determined, 
however, to be beyond MAG's capability and purview 
(Tab P). 
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whi ve F. Agency Esprit. At the request of 

the Deputy Director of Support, MAG conducted a 

modest survey of employee attitudes to determine 


if there were an Agency morale problem. MAG con- 
cluded that while morale was not a major factor 
across the board, significant problems existed 

in some components. MAG recommended inter alia 
that the Deputy Directors and Office Directors 
should make themselves more visible to their 
employees; that only those who demonstrate a 
competence for management be promoted into 
supervisory positions; and that rotational assign- 
ments and transfers between Directorates for 
employees with promotion potential be made casier. 
This memorandum was the subject of a group session 
with the Director in March, which resulted in the 
elaboration of management commitments to action; 
DDM&S and DDO have prepared responses to those 
commitments at the request of the Assistant to 

the Executive Secretary (Tab Q). 


\ G. Review of Fitness Report Program. 
MAG reviewed for the [Executive Secretary a 
memorandum of the Director of Personnel on fitness 
reports. Agreeing with most of its conclusions 
and recommendations, MAG particularly stressed 
the need for giving Directorate-oriented training 
to fitness report writers and for encouraging 
deeper involvement of the employee in the prepara- 
tion of the reports (Tab R). 


INGy H. Grievance Procedures. At the 
request of the Executive Secretary, MAG commented 
on a Junior Officers’ Study Group paper on this 
subject. MAG concluded that the JOSG correctly 
emphasized the need for greater publicity on the 
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IG's role in handling employee grievances but 
neglected broader aspects of the problem. MAG 

is reviewing the steps being instituted in each 
Directorate in response to the IG's memo of 29 
March 1973, which responded to certain suggestions 
of the JOSG study (Tab S). 


5. Employee Bulletin #337 of 19 December 
1972 solicited views and suggestions for MAG's 
consideration. Since then about a dozen responses 
have been received, and in each instance we informed 
the originators of our reactions. 


A. Following up one suggestion regarding 
a neutral location for a centralized vacancy notice 
file, MAG prepared a separate memorandum to the 
Executive Secretary with specific recommendations 
(Tab T). 


B. In other cases MAG discussed the 
suggestion and, where warranted, forwarded it with 
our endorsement to the Executive Secretary or other 
Agency managers (Tab U). 


6. Other MAG activities included: 


A. Two group sessions (March and May) 
with the DCI on a variety of current issues, | 
primarily centering on the problem of Agency morale. 


B. Discussion with Mr. Colby (November) 
regarding presentation of MAG's 1971-1972 Annual 
Report at a meeting of the Deputy Directors. 


C. Discussion with Mr. Brownman (May) 
regarding categories of employees being declared 
excess personnel (MAG's interest in this problem 
continues). 
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D. Group discussion with several 
representatives of other advisory groups (December) 
regarding Agency esprit. 


E. Discussion with several Agency 
managers on the Program Call mechanism for 
measuring organizational performance (MAG's 
interest continues). 


F, Mcetings at various times between 
individual Deputy Directors and their MAG represen- 
tatives on matters of common concern. 


G. Response to the Executive Secretary 
regarding management commitments issuing from 
the Director's session with MAG in March. 


H. Response to the Executive Secretary 
(March) on a draft position paper about Agency 
support of domestic police activities. 


I. Group session (August) with recent 
graduates of various OTR courses for mid-carecrists 
and middle-managers. 


J. Presentation of MAG functions and 
activities to participants of the Mid-Career 
Course, Advanced Intelligence Seminar, and the 
Senior Seminar. 


K. In addition, exploration of a 
variety of other topics which did not result in 
a formal paper, for example, the use of "work- 
time sheets" at NPIC, payroll administration 
and related concerns of the Office of Finance, and 
information handling and retrieval. 
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7. MAG's more direct access to the DCI 
and the Executive Secretary of the Management 
Committee this year has reinforced its members' 
sense of purpose in serving as an inter-directorate 
sounding board on policy issues. MAG believes 
that its increased recognition and use by management 
has served to spur productivity among its members. 
MAG is constantly looking for new ways to enhance 
its responsiveness to management's needs, and it 
welcomes even greater demands on MAG's resources. 


-10- 
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14 June 1972 


MEMORANDUM FOR: Executive Director-Comptroller 


SUBJECT: Appointments to the Management Advisory Group 


1. The Management Advisory Group has given some thought 
in recent months to such problems as lack of awareness of MAG's 
existence; attendance at MAG meetings; ability of MAG members 
to follow through on assigned projects; and greater involve- 
ment in and use of MAG at the Directorate and Office level. 

The question of selection of MAG representatives appears to 

us directly related to these problems. More careful and pre- 
cise selection procedures could help to ensure that those 
chosen want to serve, are fully aware of and capable of deal- 
ing with the responsibilities involved, and are willing and 
able both to adjust their regular working schedules on occasion 
and to spend whatever extra time is needed. Moreover, a ren 
vision of procedures could ensure that the decision involves 
more than a few people in the front office of the Directorates 
and that more people become aware of MAG's functions. 


2. MAG believes that management also could bencfit by 
careful selection of appointees. If those serving are fully 
qualified in every way, then they could more effectively ful- 
fill the advisory and communication role for which MAG was 
created. Moreover, because MAG offers a unigue form of 
executive training with exposure to "Agency capabilities, 
problems, limitations, and dynamics," management could use 
its MAG choices as part of an overall career development 
plan for promising officers. 


3. MAG therefore recommends that each Directorate re- 
examine its selection procedures and consider alternative 
methods. MAG would like to see all Directorates use a 
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system which involves various components below the Directorate 
level in the selection process and which encourages interested 
individuals to apply for a position on MAG. More precisely, 
MAG recommends that various Staffs and Offices submit yearly 
to the front offices of their respective Directorates a list 
of names from which MAG appointments for that Directorate 
would be chosen. Names could be added yearly to that list and 
deletions made when necessary. Special care should be taken 
to ensure that candidates are interested, available and quali- 
fied to carry out MAG's responsibilities. The final choice 
would be made by the individual Directorates. Those chosen 
should be between 30 and 45 years of age; in grades 12-16; 
should possess a recent pattern of Fitness Reports of at least 
Strong; and should have had the Midcareer Course or interest 
and experience in Agency-wide issues and activities. It would 
be preferable if appointees in each Directorate represented 
different age and grade categories. 


4. To ensure that all interested individuals are con- 
sidered, Offices and Staffs should institute a procedure used 
very successfully by NPIC in making appointments to its Train- 
ing Selection Panel and Career Service Board. NPIC regularly 
circulates memoranda inviting employees who are interested in 
serving in either capacity to apply. The memoranda contain 
guidelines and list duties. A sample of a possible memorandum 
which could be circulated on MAG is attached. Those who apply 
would be considered along with any other candidates the OfEiLce 
deemed suitable. 


5. MAG has been fortunate, for the most part, in having 
members who have met the criteria of interest, availability 
and suitability. The present system is haphazard, however, 
and a change in the selection process could help to ensure 
that MAG remains an effective instrument. 


MANAGEMENT ADVISORY GROUP 


ATTACIIMENT 
Sample Memorandum 
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22 June 1972 


MEMORANDUM FOR: Executive Director-Comptroller 


SUBJECT : Recommendations Regarding the "FYI - Allepations 
and Answers" Series 


1. The purpose of this series, as stated in the memorandum 
accompanying the first issue, is to provide Agency employees 
background information on publicized CIA activities, as warranted, 
to enable them to counter defamatory statements in their official 
and social conversations. 


2. In our view, the issues to date share the following 
defictenctes: 


A. They are likely to be misconstrued as attempts to 
provide internal clarification regarding the publicized 
activities. To the extent that they are so interpreted, tiey 
are poorly received by our professionals as they represent 
incomplete and sometimes misleading explanations. 


Be. As informative material meant for our non-Apency 
associates, they are generally too superficial to be useful. 
While our outside acquaintances are presumably less knowledpeable 
on these subjects than we are, those likely to ask questions 
are usually sophisticated people. 


3. In the past, when challenged, the Arency has pursued a "no- 
comment" stand, both internally and externally. We endorse this ag 
an appropriate policy in most instances. We do not feel that 

"answers" to allegations should be provided our employees for use 
in conversations with outsiders. In some cases, however, it mipht 
be worthwhile to issue "FYI - Allegations and Facts" memoranda in 
place of the present series. The "Facts" section (in contrast to 
the current "Answers" section) would level, insofar as possible, 
with selected reciplents within the Agency, and would be for their 
information only. 


4, If time allows, MAG would be willinp, and indeed would 
‘appreciate, the opportunity to serve as a sounding board for further 
issuances in this, or the proposed, series prior to distribution. 
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3. We believe that continued experimentation in internal 
‘comnunication ig worthwhile. This should include purposeful verbal 
clarification of controversial matters — to be passed down the chain 
of command as considered appropriate at each level. 


MANAGEMENT ADVISORY GROUP 
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7 September 19 


MEMORANDUM FOR: Executive Director-Comptroller 


SUBJECT : Possible Breaches of Trust by Members 
of the Credit Union Board 


1. Several persons have called MAG's attention to some apparent 
dissatisfaction among members of the Northwest Federal Credit Union 
with the manner in which the credit union's Board of Directors is 
conducting credit union business. The allegations presented to MAG 
are most disturbing and, if true, raise serious questions concerning 
the capabilities and intentions of the members of the Board who hold 
positions of trust, 


2. Specific allegations are: 


(a) The Board is more interested in perpetuating 
its individual members in office than in managing credit 
union affairs, i.e., the tenure of a Board member was . 
recently raised from two to three years by Board action; 


(b) In the same vein, members of the Board have 
expressed their desire to limit the number of members 
who can vote at Board elections and on credit union 
resolutions and have consistently opposed any change 
which would permit voting by ballot rather than voting 
by those few members who can squeeze into the annual 

-meetine in the auditorium; 
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(c) Members of the Board have also opposed 
permitting more than one name per Board vacancy 
to be-presented to the members at election time; 


(d) The Board has recently passed measures 
which make it more difficult for an individual member 
to bring a resolution before the general membership; 


(e) The Board has failed to act on previous reso- 
lutions adopted by the membership, particularly one 
adopted at the most recent annual meeting, 7 March 1972; 


(f) The Board recently hired a Treasurer, paid at 
the GS-14 level; which Treasurer had been serving and 
presumably doing the same duties at no pay for a number 
of years just prior to his retirement from the Agency. 


3. MAG believes that if these allegations have substance, Board 
members are at least guilty of 'crony-ism" and, in fact, may have breached 
the trust of the positions they hold. 


4. On its own knowledge, MAG is aware that Agency management 
has treated the credit union as an adjunct of the Office of Personnel. 
Reportedly, senior officials have, on occasion, directed the credit union 
to do things without regard to the dictates of the laws, regulations, charter 
and by-laws which govern it. The credit union is a legal entity, separate 
and apart from the Agency and should be treated as such. 


5. MAG fcels that it does not have the jurisdiction or capability to 
make further investigations upon its own and will take no further action with 
respect to the matter presented herein. However, MAG recommends that 
you look into the allegations and would suggest that cither you or your 
designee examine both the official and verbatim minutes of all Board mcetings 
since the annual meeting in March 1972. Dual sets are known to exist. 


MANAGEMENT ADVISORY GROUP 
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10 October 1972 


MEMORANDUM FOR: Executive Director/Comptroller 


SUBJECT Dissemination of Information 


1. As MAG made clear in an earlier memorandum on the 
Allegations and Answers series, we believe that continued 
experimentation in internal communications is worthwhile. 

In general, MAG believes that the various efforts to pass 
information down from the top are worthwhile and have been 
well-received, particularly by offices and staffs somewhat 
isolated from the mainstream. There is an articulate minor- 
ity, however, which views many of the notices and bulletins 
with a degree of skepticism and sees them as vehicles to 
propagate an Agency "line." This adverse reaction by some 
of our professionals, coupled with a certain uneasiness on 
our part about some of the recent releases, prompted MAG tr 
re-examine the whole issue. We recognize that any single 
information vehicle, no matter how carefully dasigned, would 
probably be criticized by some. Nonetheless, MAG feels that 
a compromise can be achieved which could make such communi- 
cations acceptable and useful to a larger number in the 
Agency. 


2. Toward this end, MAG recommends: 


A. That all information efforts (employee bulletins, 
notices, "Allegations and Answers," and the like) which con- 
tain factual information on controversial issues (drugs, 
assassinations, ITT and Chile, the Marchetti case and so forth) 
should be issued from one central point regardless of which 
office originates and drafts them. The same format, whether 
a notice or bulletin or whatever, should be used in all casas. 

B. That one central coordinating point should be 
established (preferably the Office of the Executive Director/ 
Comptroller) where all drafts are examined and reviewed before 
publication. The Executive Director should sign off on all 
notices to give a sense of continuity. 


ADMINISTRATIVE 
CTA TNURRMAT, USE ONT 


Approved For Release 2006/11/21 : CIA-RDP84-00780R005200200027-6 


Approved For Rele 2006/ : = - z 
Pp | oR OG iA ie t AEMGBEY GREE /PONmoo abo zq0027 6 
( 


Cc. That a statement of purpose should in every case 
be included under the title. The statement would make clear 
whether the information was intended for internal use only, 
for selective use outside the Agency, or for any other purpose. 


D. That the information should be presented in as 
straightforward a fashion as possible (somewhat like the CIB). 
The notices should contain as much background and current 
factual material as security considerations permit and, when 
possible, should delve more deeply into a subject. OF the 
notices issued thus far, the ones on the Marchetti case best 
met the above criteria. If only superficial and ambiguous 
treatment can be given a topic, then it should not be issued. 


3. MAG again offers its services, if time permits, to 


serve as a sounding board for further issuances prior to- 
distribution. 


MANAGEMENT ADVISORY GROUP 
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ll October 1572 


MEMORANDUM FOR: Executive Director/Comptroller 


SUBJECT >: Improving the Role of Training 
in Personnel Management 


I. MAG believes that training is a key tool in preparing 
Agency personnel both for their immediate responsibilities and 
for their long-term career goals. At the present time, we 
think that management is not effectively utilizing that tool. 
Without a basic and continuing commitment to training on the 
part of management, the Agency's training programs will inevit- 
ably fall short of their objectives. We question whether there 
is such a commitment amongst management within the Agancy today 
Our concern stems from a belief that the Agency is specifically 
remiss in the following: 


A. fully utilizing programs availeble through 
Agency and other U.S. Government facilities 


B. encouraging a continuing Gialogue between 
components and the Office of Training to facilitate 
the development of new courses or the refinement of 
current programs 


C. developing plans and allocating resources for 
training as an integral part of personnel management 
and career development 


D. exploring new training requirements in opera~ 
tional, analytical and Managerial areas evolving from 
changing Agency missions and the impact of "the 
computer and systems revolution." ‘The latter has 
created urgent needs for broader understanding of. the 
applications of svstems analysis and evaluation, 
program review, opportunities for multidiscipline 
team applications, and so forth. 

: MAG therefore recommends fundamental Changes in the 
concept of "training officer," management's role at all leveis, 
and the role of the Office of Training (OTR). 
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II. @he Role of the Training Officer 


The training officer (TO), who must be aware botn of 
operational needs ana training programs available, is the con- 
tinuing Link between the various components and OTR. Frequently, 
however, a component personnel or support officer has “training” 
added to his other responsibilities ana thus has little time to 
devate to the immediate and developmental needs of component 
personnel. A survey of component training officers in 1968 pro- 
duced the: following profile (based on a questionnaire sent to 47 
TOs, with 44 xesponding): 


The average TO is a male GS-13 with over ten years 
Agency service, and is in his forties. He spends 253 or less 
of his time in training duties. Graces ranged from GS-08 to 
GS-15 (currently there is one GS-07 TO). Time on board extended 
from only eight months to over twenty years. The duration of 
their TO "training" is an annual one-day briefing given by OTR, 


RECOMMENDATIONS : 


A. The directorate (senior) training officar should 
be an OTR careerist -- a practice followed in the past. 
He should be slotted in an administrative staff position 
and directly involved in personnel management and career 
development planning. He should meet regularly with cll 
training officers in his directorate. h- should take the 
TO training course outlined in D, 


B. Component TOs should also be Slotted at fie .ad= 
ministrative staff level, including those wno have the 
TO designation as a collateral responsibility. From 
that vantage point, the TOs could survey} the ilmmediate 
and developmental needs of the component generally and 
could effectively contribute to plans for relating 
training to personnel management and Gaevelopmental 
planning procedures. In recognition of the fact that 
most non-routine training requests arise at the employee 
and first-line supervisory levels, the TOs snould be in 
a position to know both the advantages to be gained and 
the exigencies of policy and funding governing subse- 
quent action. 


C. Os should be encouraged actively to fulfill 
their training role, even when this is a collateral one. 
Similarly, management should ensure that they have suf- 
ficient time to so act. In some cases, an OTR careerist 
should be assigned to component TO slots. All TOs -- 
senior and component ~- should be required to take the 
training program outlined below. 
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D. The training program, to be developed by OTR, 
should include orientation to: 


L. OTR organization and courses 


2. courses available in other U.S. Government 
facilities 


3. OTR resources for providing factual and 
evaluative data on non-Agency courses 


4, OTR resources for lecture and course 
development and review, instructor training, OTR 
support for component training, and so forth 


5. principles of course development and 
evaluation 


6. development of component training policies 


E. Regular meetings -- at least quarterly ~~ should 
be held by supervisors and component TOs in each directorate 
with appropriate OTR personnel. 


TII. Management Role 


Management has been inconsistent and ambivalent in its 
attitude towards training as an integral pare of developing cf- 
Foetive officers. A case in point is the Intelligence and World 
Affairs course, required for all new professionals within tneir 
first eighteen months in the Agency. Despite this statutory 
requirement, only about 50% of Agency professionals are ever 
enrolled, and many take the course after several vears on board. 
Budgetary restrictions have prevented professionals from ro- 
ceiving needed and valuable external training -~- restrictions 
that more effective planning may have averted. Imaginative 
training policies have been developed by CRS and OL and should 
be explored in terms of broader applicability. 


RECOMMENDATIONS: 


A. Mandatory component training policics should be 
established. These policies should include: realistic 
assessments of the kinds of training recommenced and 
courses available for all personnel as they progress 
upward; consideration of rotational assignments and 

- academic sabbaticals; TDY familiarization trips where 
applicable; budgetary considerations. ‘The policies 
should be coordinated with the senior TO ana OTR. ‘they 
must be flexible, and should be reviewed annually by the 
component supervisors and TOs. The results Of tiie mes 
view, particularly recommendations for further action, 
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should be forwarded to the appropriate Deputy Director 
and the DYTR. 


B. Implementation of the recommendations on selection, 
utilization, and training of TOs. 


C. Supervisors, in conjunction with component TOs, 
should be specifically charged with disseminating informa- 
tion on training opportunities on a regular basis. 


IV. OTR's Role 


The ability of OTR to respond to Agency needs depends 
upon effective communications between that office and users 
This brings us full-circle -- back to the training officer. 
The newly-instituted Board of Visitors hopefully will serve as 
a bridge, critically assessing component needs and OTR's capa- 
bilities. But the Board cannot replace the working-level con- 
tacts between components and the appropriate elements of OTR 
for developing critical inputs into improving the role of 
training in personnel management and, indeed, overall Agency 
effectiveness. , 


RECOMMENDATIONS: 
A. develop the TO training course outline 


B. expand the present capacity for cecurse and 
curriculum development and evaluation. OTR can play 
a greater role in improving component training, in- 
cluding support for the development of courses in col- 
laboration with outside contractors. 


C. expand the dialogue with component chiefs and 
TOs to keep abreast of changing Agency training needs. 
Component training policies should surface now neads, 
and OTR must be flexible and innovative in responding. 
One recent positive example was OTR's role in designing 
the one-day seminar on "New Directions in CIA's Support 
of U.S. International Economic Policy.” 


D. use of regulato: we responsibility con- 
tained in which give OTR coe 


the right to sign off on Agency training expenditures. 
Resort to these powers should encourage components to under- 
take careful study of training as it relates to immediate 
and long-range needs for personnel management and career 
Gevelooment. The DTR's position as Chairman of the Training 
Sclection Board, responsible directly to the Executive 
Director/Comptroller, enables him to encourage utilization 
of senior-level external training opportunities as part of 


-A 
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an overall development plan rather than as a temporary 
and convenient means of disposing of unwanted senior 


officers. 


E. maximum exploitation of OTR's control of the 
Information Sciences Center to educate appropriate ele- 
ments of the Agency in the diverse applications of infor- 
mation science and computer technology. 


e 


MANAGEMENT ADVISORY GROUP 
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8 December 1972 


MEMORANDUM FOR: Executive Director-Comptroller 


SUBJECT ; Assignment of Co-op Students and 
Summer Interns to the Audit Staff 


l. It has been called to MAG's attention that Co-op Students 
and/or Summer Interns have been assigned to the Audit Staff. It 
is alleged that these employees (students) have been assigned to 
audit field stations and bases, 


2. Ifthe allegation is true, MAG finds it very disturbing 
that employees who may have only a brief relationship with the 
Agency are exposed to the sensitive information which an audit 
reveals. We realize that many of these employees opt for regular 
employment, but they are under no obligation to do so, 


3. MAG believes the allegation is serious enough to warrant 
our calling it to your attention for possible investigation. We 
plan no additional action. 


Management Advisory Group 


WH SA ert 


Dae dir ad 
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MEMORANDUM FOR: Executive Director/Comptroller 


SUBJECT: Userful Policies and Procedures 


Too often, NAG appears to concentrate only on problem areas, 
neglecting successes. The attached paper is offered as a first cut 
at a compilation of what policies and procedures not only work, but 
work well. The paper has already stimulated the collection of addi- 
tional material for a sequel to this Baers and contributions from 


outside MAG will be gratefully received. 


Management Advisory Group 
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MEMORANDUM FOR: — Executive Director/Coiptroller 


SUBJECT — : Policies and Procedures in Separate Components 
Applicable Elsewhere 


1. A by-product of discussions at recent MAG mectings has been a 
growing belief that various procedures and policies are being utilized in 
some parts of the Agency which might have applicability in other com- 
ponents. As the subject was explored, it, indeed, became clear that there 
were many instances of apparently worthwhile procedures in use which could 
prove advantageous if adopted by other offices. It was agreed, however, 
that these policies did not have universal applicability throughout all of the 
Agency. MAG, therefore, undertook the compilation of the following listing 
of those more practical procedures which might be of interest. For your 
convenience, the independent contributions have been collated under the 
general categories of orientation, communications, personnel planning and 
development, evaluation, and utilization of junior officers. 


2. Orientation. As described below, all new employees recive over- 
all orientation on regarding the Agency carly in their careers, but seldom is it 
followed by systematic review and reoricniation cfforts. 


A. Agency. The Office of Personnel, Staff Personnel Division, 
conducts an EOD orientation to introduce new employees to the Agency. 
The orientation eae is designed to acquaint newcomers with the basic 
benefits, privileges, and responsibilities of Agency employees. Among 
the topics included in pis ovieniation are Agency organization, trial periods, 
fitness reports, leave, promotions, insurance, the BAA, and the Credii 
Union. To supplement this orientation, each new er is given a eon. 
of You and the Central Intellicence Agency. In addition, the Office of Secur ily 


shows the Need to Know film, ancl the Office of Training offers the lntellicence 


and Worid Atizirs: course carly on in the employee's career. 


SE RENTe Sek te “ay 89% 30 
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Bh, Craananicsnt. An exception to the general rule of Tack of follow 
up orientation was found in the Offices of Special Projects (OS), DDS se Of. 
han rec aa interview pvojeram with new employecs six months end 
one ee - EOD. Uhese confercaces between the eiaployes and a Der- 


at rm 


Cot mor, and the Agency. They 
appear to : @ an efiective two way exchange of information and views and a chance 
to correct erroncous impressions which may have developed. The Personnel 


‘oss the employee's job, his car 


Officer obtains the employee's views of his job, working conclilions, and how 
well or poorly he believes that he is being managed. While the latter probably 
tends to focus on personelities, it is an opportunity for the personnel people 

to identify possible incipient management problems. The Sgte ee is 
specifically encouraged to compare his job with his prior expeciations and to 
discuss his career plan. A further aspect of the conferences is a discussion 
of the promotion policy within OSP and the Agency. In most cases, the cra- 
ployce is told of the head room constraint on promotions. He is also teld about 
the career board/panel operation within the Office. The final portion of the 
conference centers on the Agency mission in an attempt to ensure that the 
employee understands it and where his Office and he, himsels, fits 


carlier MAG momorandum), several specific examples of current practices 
were noted as well as a sugrestion for a new vehicle. 


3. Communications. In looking: into this vital arca Che subject «an 


A. Office Manayement Couferences. Some offices, such as OSI], 
OSR, and CRS, hold Office Mananement Roaiieness fo cncoureze a greater 
flow of information. The Conferences have most frequently been onc to three 
day sessions held away from Headquarters where such issucs as tratcing, 
office communications, the status of clericals, fitness reports, etc. have been 
Giscussed. Additionally, OSR holds wn annual "Statc of OSR" incetine in the 
Agency auditorium to apprise its employees of the past year's achieveinents 
and the prospect for the future, 


I. Promotion Policy Publicntions. OCI, in an effort to acquaint 


pet eoret with as clear a picture es pass ossible on promotion policies, hes 
issued a memorandum for 2 cmployees spelling cut procedures for promotion 
through GS-15. The memo contained information on what lovels of promotion 
Inusl pass through the Career Service Board, the membershin of the Board, 

how. oficn it meets to consider promeotioas at cach level, how it Pama ariel 
who makes the final decision. It also covered procedures for those promotivuns 


not covered by the Board and OCI standards for minimum time in cach grade. 
OST put out a similar merorandura cn suidelines for granting quality slep 


mo MVews es, 


ca, 
fe wane 
i 
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GO. Lhe Givncte fing Gavvieus Corsonne: ofeu (CSPS) has also pus 
Pai 


lished the spied eviteria for each grade level. These precepts ere 


raads available 


ra 


CS officers to cusure that they know what-is required to 
aualily for Hew oe | Due to head voors and other administrative factors, the 
CSPS works out the reinimuin tine in grade needed to qualify for promoticn for 
each grado level, end the files of qualified officers are voviewed by the ap- 
propriate panel for cach category of officer. 


D. Office Newsletter. The ee ae aaa ari an eriodic 
developments ohouas ns DDI. No aes are: is enone to have er a 
publication , but itis believed that in certain cases it could be very worthwhile 
as ameans of keeping employees informed. It could serve as a vehicle for 
such subjects as promotion and QSI policies, job changes or availability, and 
significant developments and accomplishments within and by the office concerned. 


4. Personnel Planning and Development. Although the Personnel Develop- 


ment Program has been submitted by the Office of Personnel, the following | 
practices are listed to show procedures now in use within the Agency. 


A. Career Development. To give its personnel some idea of the 
possibilities for career development and to regularize procedures, OCI has put 
out several memoranda in the past year on these subjects. One listed all the 
possibilities for rotational assignments, giving the general guidelines for 
selecting candidaics and other details. Another furnished statistics on those 

in the Office who had in a certain time frame been promoted, had a change of 
assignment, had a major training opportunity, or had a foreign TDY. The meino 
also set up a new committee to deal with career development directed specifically 
at officers in the GS~12-15 level. The cominittee will attempt to schedule an 
officer's assignment three years in advance and to make recommendations in 
most areas of career development. 


B. omponcnt Training Policies, The Office of Logistics COL) aud 
the CRS have prepared "compon rent trai ining policies" for their persoanel. The 
OL effort is the more sophisticated but both offer promise in developing an in~ 
telligent and flexible tie between training and both component needs and 
personnel career development, 


GC. Intra~Ofite ce Rotation, Intra-office or directorate rolations have 


been commonplace, but offen without any sense of pallern that can be proven 
‘to advance cither one's overall usefulness to the Agency or his career dovelop 


mont, A key eloment has Crecuently been a lack of a systeiinatic appronch to 
such rotations, OSR apparently is an office which has overcome this prolle 


Analysts and branes chicis, with some oxesptions, are rotated within O52 oa 


a rather systematic basis, ‘The objective is to expand their understanding of 
Liaee cre 3c sey one: - . - : 
the total Office mission as well us-theis own expertise. 
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fhe isSslenment Wucstioniarees. everdal offices Wilinin the gency 
SS as 


utilize assignment questionnaires in an attempt to take into consideration the 
employce's desire for his future within the framework of availability of jobs, 

The CS has ils Field Reassignment Queshonnaive and Headquarters Reassigniment 
Questionnaire, the Office « of Security has its Individual Career Assignment 
Preference form, and OCI has its Employee Biennial Assignment Report. Un- 
fortunately, many employees view the completion of these forms as a sterile 
exercise which will have little if anything to do with their future assignment. 
They are, however, a step in the right direction if they are properly utilized 

and could well be employed in other offices. 


5. Evaluation. A continuing problem facing all parts of the Agency is 
that of obtaining honest, objective evaluations of the performance of Aucncy 
employees. This subject was addressed in some detail in MAG's memorandum on 
Fitness Reports, and itis hoped that the forthcoming Office of Personnel recom- 
mendations for a revised Fitness Report system will help to alleviate previous 
deficiencies. The following procedures are currently in effect in an effort to 


ensure better evaluations and understanding of the evaluation system. 


A. Fitness Report Explanation. When the Agency announced cer- 


tain changes in the overall fitness report oe tem in 1969, OCI -- to give its 
personnel a clearer understanding of the rating process ~~ put out its own memo 


explaining how the OCI Career Service aac veal Interpret the system. IEx- 
planations were given as to precisely what assignment to each category meant. 


It was made clear that a majority of the personnel would fall into the proficient 
category, which was broken into three categories itseli. 


B. Follow-up Interviows. In order to assist operating and Career 
Service officials in connection with their responsibilities for evaluating the 
performance and potential of Career Provisional employees, the placement : 
officers in the Office of Personnel, Staff Personnel Division, review the fitaess 
reports of all Career Provisional Petignee Additionally, they personnlly 
discuss performance, work altitudes, and career interests with those Career 
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Pree 
Under the new Cerecr Sclection Process, Carcer Provisional employes are 
sereencd at the time Fitness Reports are ne ai nine, twentyv-onc, and 
thirty montn intervals. 


C. Clandestine SOvVICES ek sonnel Pane ls. Vhe CS Personnel 


Evaluation System provides for an annual review nv by a CS panel of the files 

of all personnel within a wrade level. The pancl, after reviewing all officers! 
files, ranks them. Arca divisions and componenis carry out the same type of 
review and rankings separately end report their findings to the GSDS, Great 
care is taken to ensure that panel members do not serve as division or com- 
ponent representatives; they are working for the DDP and eee theiv incde- 
pendence from thcir parent units. The panels determine those officers who 
are fully qualified for promotion and so recommend. They also recommend 
awards, QSI's, training, ctc. At the other end of the spectrum, they also 
determine the lowest ranking officers, particularly the bottom 5%, and send 
the DDP their conclusions and recommendations. The System has been suc~ 
cessful in introducing a CS-wide competition based on established and accepted 
criteria. It is overseen by representatives of all CS clemcnts so as to cnsure 
varying points of professional views. While there are flaws in the Sysiem, it 
is producing better fitness reports and greater confidence on the part oi CS 
personnel in the promotion and evaluation sysicm. 


6. Utilization of Junior Officers s. The folowing cxainples show ca 


where offices have bc ought Junior Offices vS Into the management chain, 


A. NPIC. Each year, NPIC circulates two memoranda to all por~ 
sonnel inviting your young officers (from ages 25-35 and from GS 9-12) to indicate 
their interest in serving either as Executive Secretary of the Training 
Selection Panel or as Executive Secretary of the IP Career Service Board. Jn 
the memos, guidelines for the selection are listed, dutics are explained, and 
the nominating procedures are spelled out. 


B, OSI. oo has a "junior" Contract aha nes including the 
Executive Officer and the Assistant Executive Ofticer. advises OSI personnel 
submitting contracts as to format, justification, eat elc. before a 


contract gocs into the bureaucratic mill. 


C. OEL. With a substantial number of personnel involved in 
_worldwide field operations, OL had a continuing problem, in that the offic: 
directors and division chicis did nat know many of the youncer staff morbers. 


a 5 as, 


Sut Aal 
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Promotion end other career ections were obviously difficult when basud oy 


comparisons of personnel folders -- in many cases on personnel who hee 
never served a Heacauarters tour. To meat this problem, the Junior Advisory 
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inembers drawn from the GS ])-]3 range with a raaximivin 
age Of 35. Vhe cight member pancl reviews all professional staff employees 
(excluding secretaries) of GS 10 or lower rank regarding promotions, reassign- 
ments, and training. The panel's recommendations are forwarded to the Carcer 
Service Panel for its monthly meetings. To date, a great majority of the recom- 
mendations have been approved without modification -- a strong vote of con- 
fidence in the group. 


Management Advisory Group 


SECRET 
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HEMORANDUM FOR: Executive Director ~ Comptroller ee es 


SUBJECT : Program for the Prevention and Treatment of Mechotien 


STAT 
ice [_Jaates 21 March’ — 


1. Reference is made to Headquerters Not 
teched. re 


1972, subject as above, a copy of which is a 


2. This Notice, which is based upon public lew, states manapenent's 
concern with the prevention and treatment of alcoholism among Agency 
employees, assigns responsibility: for educating and counseling empioyees 
on the problens of alcoholisa, and tasks first-line supervisors with 
developing the ability to identify the early signs of alcoholisn among 
employees. 


3. National averages indicate that ten percent of the population and 
over three percent of the labor force suffer from alcoholism. Even though 
the MAG has not attempted a quantitative essessment ef the extent af the 
problem, 1f national averages are relied upon the Agency as an institution 
has an alcoholism problem. Because of peculiar job-related pressures and 
conditions, the Agency's problem may exceed the national everage. Three 
facets of the problem emerge which dictate that management should concern 
itself with alcoholism in the Agency: (1) the Agency stands to lose 
valuable human resources ‘which might otherwise be salvagable through en 
effective rehabilitation progran; (2) a substantial number of man-days 
are lost each year due to absenteeisn, accidents and sub-par performance 
attributable to alcoholisn; (3) failure to recognize and treat the alcoholic 
employee has a debilitating effect upon the morale of other employecs. 

A significant amount of effort hes been directed toward educating Ageacy 
employees about the threat of drug abuse. ‘A similar effort directed: at. the 2 
problem of alcoholism end alcohol abuse has been lacking, even though 
‘alcoholism realistically represents a more serious provlen from a personnel 
or security standpoint. 


4. There is no disagreement among the MAG members with the policy 
ennuciated in the Headguarters Notice on alcoholism. However, it is felt 
that insufficient effort has been expended in inplementing that policy. 
Therefore, the MAG recommends the following: 


a. The Headquarters Noticc, which expires on 1 April 1973, shouid 


ADRES TTA RIVE —- TMVERNAT Us ay 
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be resiesued with broader distribution and should be Seas eM 
an Exployee Bulletin to reach a greatcr number of exployees. The 
Bulletin ghould emphasize that eeohold sn is an illineecs end “eat 
enployces who seek help in coping with the problem should not fear 
job reprisals. 


c. A program of employee etiucetion should be inctituted. The 
progran should be directed toward informing employees as to the seture 
of alcoholism and the cost to the Agency as well os the individual. 
‘There are fourteen films available through the Central Reference 
Service, although some of these films are dated. Additional materiel 
in the form of films, pamphlets and other iltereture is availabie 
from the National Instituce on Atcohol Abuse and Alcoholism, Alcoholics 
Anonymous, insurance firms and other organizations. 


d. Since Supenvisers are charged with definite responsibilities 
under the Agnecy' & policy of treating and preventing alcoholisa, they 
should be equipped to discharge those responsibilities. Ber‘nniag 
this month, a one and a half hour presentation on alcoholisa. hes 
been included in the OTR Fundamentals of Supervision end Management 
Course. A presentation for current supervisors who will not attena 
the FStl Course should also be arranged. 


e. An employee with a drinking problem may be reluctant to 
fnitially surface his prebleu directly with his ow office or with the 
Office of Medical Services, but may still desire help. It is recon- 
mended that the Agency provide enother Less official channel for © 
advice and counscling, utilizing competent staff enployees who have 
had experience in dealing with aicoholism and who are willing to pro- 
vide such assistance. The identity of these employees need not be 
publicized but a central point can be established to provide the 
hone and office perep ae one numbers of such persons to be contacted ct 
times of 'crisis' after hours. ‘The thought is that an geopaas 
may be more inclined to contact an understanding feilew employec to 
seek help rather than contacting someone outside the Agency, which 
poses some inherent security problems. 

£. Consideration should be given to utilising external train 
facilities such as that eupported by the National Institute on Alco 


ft 


\ 
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Abuse and Alcoholism at The John Nopkins School of Public Health cana 
Hygiene. One course offered at the school, "Training of Aleocholis: 
Counselors", lasts ten weeks and might be appropriate for a select 
few employees who have primary counseling responsibilitics or vho are 
involved in developing an Agency program. ~* 
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MEMORANDUM TO: Executive Secretary, CIA Management 
Committee 


SUBJECT : Employce Bulletin on RIF and Assumed 
Reorganization 


In the interest of good management and the suppor- 
ting factors of pood communication, sensitivity to human 
needs, maintenance of esprit, and the efficiency of the 
Agency, MAG strongly recommends the prompt issuance of 
an Employee Bulletin on the current RIF and the assumed 
reorganization. Newspapers and the rumormill] are the 
major sources of information currently avaiYable to all 
employees. 


MAG recommends that the folivfoing topics be inclu- 


ded: 

l. Purpose of RIF 

2. The availability of appeal channels. 

3. Quotas 

4. That this is (or is not) Phase I of a three- 
phase RIF 


5. Purpose and scope of the assumed reorganiza- 
tion and any available information on its timing. 
MAG suggests that such a Bulletin be written in as 


factual, dispassionate, and candid a manner as possible, 


giving as many facts as possible (including the’ fact 
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that many decisions have not yet been made). We are 


not suggesting that the truth be sugar-coated. A 


>» 


defensive tone in such a Bulletin probably would exacer- 
bate the situation. 


If it is not possible to issue such a Bulletin to 


? 
: 


all employces, MAG recommends as an alternative that 
Directorate Notices be published covering as many of 
q 


the above points as possible. 


MAG offers its assistance in reviewing such a 
4 


Bulletin if you so desire. 
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7 May 1973 


MI;EMORANDUM FOR: Executive Secretary 
CIA Management Committee 


FROM : Management Advisory Group 


~ 


SUBJECT : Career Services: Need for Chanpe 


1, The Agency's Career Services require an overhauling, 
both in concept and in number. The following paragraphs lay out a 
number of changes in the present Agency Carcer Services. Ata time 
when the Agency is in a state of reassessing and perfecting its policies 
and procedures, it would secm particularly advantageous for top 
level management to consider major alterations in the Career Servi es. 


7 NUMBER 
i €93 . 
2. The first consideration is the number of Career Services. 
Gurrently, there are 23: DDO-1, DDI-10, DDM2S-8, DDS&’T-1, and 
DCI-3, The number of Career Services should'be’ reduced to five, one 
for each Directorate, and one in the Office of the DCT to administer all 
Supergrade positions as well as the Director's Staffs. This would make 
the DD's directly responsible for Carcer Services and facilitate the 
administration of the Personnel Development Program, The two must 


work hand in hand if either is to be effective. 


3. Thus far, Career Services have existed largely to serve their 
own needs; they have done poorly in identifying talent which could be 
better utilized by the Agency in higher manaprement jobs. Fewer 
Carcer Services would offer a broader base from which to make personne] 
selections, minimizing the hoarding of food employees by small com- 
ponents to the detriment of the total organization. As a result, the- Agency 
would be in a better position to get the right man in the right job at the 
right time. 
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PURPOSE 


4, The second consideration is the purpose of Career Services, 
TR as eee written subordinates Agency needs to Career STAT 
Service needs, The regulation should be changed to reflect that 
Career Services aa to fulfill the personnel requirements of the 
Agency rather than a particular Career Service. MAG recommends that 


HR be changed to read STAT 


"improving and strengthening personnel administration 


personnel requirements of the Agency;"' and 


"planning the rotation and reassignment of such individuals 
to enable that Career Service to meet long range personnel 
requirements of the Agency through orderly processes." 


5. The need for functional categories will still exist under a stream- 
lined system, but the present categories are not necessarily the best ones. 


For example, is the Reports Officer in the DDO significantly different 
from the OFR or OCI analyst or would the Agency's needs be served 
better by having a single Intelligence Officer - Reports category? 

Gould our clerical shortage be reduced - or eliminated - if all clericals 
were in one category under one Career Service where they could be 
assigned to best mect Agency needs rather than the needs of a particular 
Gareer Service? Agency-wide functional groups should be established 


satin the Dincelor ate, having major x¢ respons or for the partioulas 
That Caicus Sesvice would Ged. have the Eeesnciey foe “the sclection, 
training, assignment, promotion and rotation of all clericals. 


6. The Agency has overall personnel needs which should be piven 
priority over the needs of any specific Career Service whether 5 or 
23 in number. Where the exclusiveness of a Career Service impedes 
the fulfillment of broader Agency needs, the Career Service must be 
invaded. A partial solution, which blends the advantages of specializa- 
tion with the necd to develop broad competence is to consider all senior 
managers in an Agency-wide frame-work and only secondarily as 
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members of a Carcer Service. To make this approach effective, that 
is, to produce broadly experienced senior managers, would require 

a large increase in the number of rotational assignments, using them as 
both a test of and a means of developing an individual's campetence, 
breadth and flexibility. But the present Career Services systeim has 
emphasized and rewarded the development Uf narrow skills to meet 
relatively narrow nceds, and rotational assignments have been viewed 
with indifference, if not hostility. ‘ 


7. In addressing the question of career mobility, it is not simply 
the opportunity for an individual to move between Career Services, but 
the opportunity for the person to move between disciplines or functional 
specialties as well. Although it should not be mandatory for every 
employee, rotation must be a part of the career plan of those who show 


potential. As an employee moves upward to positions of increasing 
responsibility there is a need for him to acquire experience outside 
his own area of expertise. Fewer Career Services would make this 
casicr by reducing the parochialism that exists under the present system. 
Smployees would be less reluctant to request assignments in other offices 
since they would not be "changing" Carcer Service but merely trans- 
ferring ona rotational assignment. The idea of changing Carcer Service 
seems to be a real deterrent to transfers as such requests smack of 
disloyalty to one's Career Service, 
é 

8. Reducing the number of Carecr Services, however, will nat 
automatically create instant mobility. The DDO has only one Carcer 
Service at present, and while it scems to be working well in the area of 
promotions, it has not substantially cased the problems associated with 
rotations. The ''Home Base" concept which assigns individuals Lo 
particular DDO Divisions for administrative purposes is just as restrictive 
as if each Division were a separate Carcer Service. But acceptance of 
the concept of increased rotation and the need for the Personnel 
Development Program should pradually alleviate this problem. 


9, Repardless of the number of Career Services, there nist be 
Gareer counseling. In addition to the counscling programs in the Office 
of Personnel, there should be a formal counscling system in cach Career 
Service. This would not be a dupl ication of effort since the Carce1 ro 
Services would be concerned with developing specific career plans. A 
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few Career Services have counseling programs on paper but little is 
done to carry out the plans. At best it is a haphazard endeavor. It 
should not be left to chance that employees will seek guidance and help 
when they need it. This responsibility also requires that the Career 
Service must have the courage to weed out. weak employees carly on | 
before the Agency has a major investment in them or they in the 
Agency. 


10, Each Career Service, should use th the same. basic evalu: ation 


criteria. This does not mean that the Career Services should be a 
carbon copy of one another - the basic criteria could be expanded to 
mect the specific needs of the individual Career Services. A capy 

of the evaluation criteria should be given to each supervisor who writes 
fitness reports so that the fitness reports could be more en eee 
ulilized by the Career Service Panels. Further, cach Career Servi- 
should establish and make available to each employee in the. Ca reer 


Service the policies and procedures through which the, Car areer r Ser eee 
operates, 


sy 
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9 May 1973 


MEMORANDUM FOR: Executive Secretary, CIA Management Committee 
FROM : Management Advisory Group (MAG) 


SUBJECT : Use of Part-Time Professional Employees* 


1. Conclusion: MAG recommends that top level cl Agency management 


give positive supp support to the increased use of part-time srofessional 
employees within CIA and direct operating components to review their 
requirements to determine where such employees can be utilized. 


2. No new Agency regulations would be required to increase the 
use of part-time professionals within the Agency. But very few part- 
time professionals are now employed by the Agency -- only ten as of 
31 March 1973. (There also are some contract professionals, as well 
as sevetal student co-op employees, working part-time.) In general, 
there appears to be a general lack of understanding about the benefits 
to be gained from using part-time profcssionals. As a result, Agency 
managers have not availed themselves of this opportunity to the extent 
that seems desirable. 


3. From MAG's perspective, the advantages to the Agency in 
utilizing part-time professionals clearly outweigh the disadvantages. 
Indeed, the disadvantages which have been identified (c.g., promotion 
policies, intra~component inequities, and administrative housekeeping) 
appear trivial. Among the major benefits accruing to the Agency in 
making greater use of part-time professionals are: 


a. Retention of Skilled Employees: It takes an employee 


several years to develop the skills needed to pérform his/her tasks 


* Many of the comments in this memorandum also apply to the use of 
part-time elerical employees as a posstble solution to a personnel 
problem of increasing magnitude. 
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within the Agency. These skills are often lost whea the employce 
can no longer work a full work-week. This is most often the case 
with female employees who feel compelled to devote some portion of 
their time to fanily-related duties. Part-time employment allows 
the Agency to continue to avail itself of such employee's expertise 
and makes it easier to re-integrate them into the Agency without a 
degradation in their particular skills. 


b. Better Allocation of Resources: Increased use of part- 
time employees would force Agency managers to consider more seriously 
just what functions in their offices do not require full coverage. 

In some cases, this review could lead to consolidation of tasks, 
thereby freeing up slots and saving money. In other cases, one may 
find that a task can be handled on a part-time basis with no loss of 
production or coverage. (In many cases the part-time professionals 
currently employed by the Agency are as productive as full-time 
employees.) 


ec. Greater Flexibility: Since part-time professionals 
often -- but not necessarily exclusively -- will be assigned to 
lower priority tasks, this will allow full-time professionals to be 
given more demanding assignments. Thus, younger officers would have 
a chance earlier in their careers to demonstrate whether they were 
capable of greater responsibilities. This would also permit manaye~ 
ment to gain a better insight into the potential of younger officers 
before the Agency had a major investment in their carecrs. A 
corollary of this is that attrition among promising younger employees 
might be less if they had more demanding assignments earlier in their 
careers, 


d. Career Benefits: Three major categories of employees 
would benefit directly. First, and probably most extensive, would 
be female cmployees: a woman should not feel discarded simply because 
she also has family responsibilities that are important. Second, 
employees wishing to further their education along lines of increasing 


‘their value to the Agency could fill part-time slots without being 


forced cither to quit -- and often never return to -- the Agency or 
to subject themselves to the grucling grind of night school on top of 
full-time employment. Third, some employees approaching retirement 
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(and running out of steam) might profitably combine part-time 
employment with learning a second vocation. If done carefully, 
this would still allow the Agency to benefit from the skills of 
such employees without having to carry them in full slots and 
thereby cluttering up the personnel ladder. This approach might 
also stimulate larger numbers of employees to retire sooner than 
they would ordinarily do. 


4. Clearly, not every office could make use of part-time 
professionals. But there are many components that are involved 
in programs of long range research or “low visibility" which could 
profit from the employment of part-time professionals. Offices 


part-time professionals); parts of OER engaged in longer term pro- 
jects; the NIS program, if it is continued; FBIS translations; the 
Library; and analytical jobs in the DDI, DDS&T and DDO where there 
are not short deadlines to-meet. Moreover, under the new DDI 
production guidelines, it appears that even such offices as OCI 
might be able to utilize part-time professionals on those areas 
where production is notLexpected to be prolific. 
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31 July 1972 


HEMORANDUM FOR: Executive Director - Comptroller 


‘SUBJECT : Revision of Fitness Report System 


1. Throughout business and government, the fitness re- 
port remains one of the more maligned vehicles of management 
but also one of the more valuable tools available to managers 
and emoloyees. Any large organization--particularly one in 
which there is a fair degree of mobility--must have a systen 
which provides a written record of the employee's pexfrormance. 
The Agency is too large to depend on personal acquaintance or 
knowledge of an employee when significant personnel decisions 
are being made. In its present form, the Agency fitness re-~- 
port is far superior to earlier versions and is reasonably 
responsive to the needs of the Agency. Nonetheless, tne 
system needs additional refinements to make it a more mean- 
ingful tool for both manager and employee. iAG belicves that 
any plan for revision should take into account the following 
broad objectives. 


2. One basic key to the success of the fitness report 
is the attitude of the supervisor. If he regards it as a pro 
forma exercise, the value of the report is diminished consider- 
ably and the system itself loses credibility. as a first 
objective, therefore, i1AG thinks that the supervisor's role 
in the total procedure should be reviewed and that specific 
steps should be taken to strengthen his ability to use the 
system wisely and fairly. Specifically, iAG recommends: 


a. That every supervisor be given a written set of 
instructions and guidance on preparation of fit- 
ness reports. If the system is in any way Yre- 
vised, new instructions and/or oral bricfings 
should be given. 
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b. That every supervisor be specifically rated by 
letter (in the section on "Specific Duties") on 
how well he prepares and handles fitness reports 
for those he supervises. Samples of fitness re- 

oe ya ports could pernaps be included in his own 
ts ' personnel file. 


_tf sce, Ghat OTR give some attention to fitness report 
outfe.i °° ebjectives and procedures in management classes. 
ee .In particular, consideration should be given to 
oy). eequiring all supervisors to attend the one day 
iv) 04 °°. Performance Appraisal Workshop run by OTR before 
“" they-prepare their first fitness reports. ok 
d. That-supervisors in a given office, division, 
staff or component get together periodically to 
discuss problems, procedures and goals in‘re- 
gard to fitness reports. 


3. A second broad objective of revision should be to 
involve the employee more intimately in the procedure. ‘The 
fitness report vitally affects his future and is the veh? :le 
by which he sees concrete evidence of the esteem or lack 
thereof accorded him by his supervisors. Yet, he may oa 
only a limited--even perfunctory--role in this vital process. 
At present, the rater writes the fitness report (and may or 
may not discuss it in depth with the employee), the employee 
signs it and the reviewer comments on it. Whe element of 
genuine dialogue is all too often missing, and the supervisor 
loses a unique opportunity for counseling and guiding. Further, 
the report itself contains no record of an employee's reactions 
or comments. Yo remedy these deficiencies, MAG recommends: 


a. That the fitness reports carry a separate section 
for employee comments and that employees be 
encouraged (or perhaps even required) to utilize 
this. . 


“bp. That a statement be incorporated in the report 
(possibly just above the signature) which 
affirms that the supervisor has fully discussed 
the employee's performance in terms of strengths 
and weaknesses and has-set adequate goals for 
the future. 


~ 2D - 
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c. That a further statement be incorporated in the 
report which specifically advises the einoloyee 
as to what tiis signature implies (his acquiescence 
to the report or merely that he has seen it?) 
and wnat grievance procedures are available to 
hin 1f he takes exception to the report. 


d. That the employee (and rater) be pernitted to 
see tne comments of the reviewing official. 


e. That an employee be given a copy of nis report 
for retention if desired. 


4. Still another problem is the widely divergent manner 
in which various offices rate their employees. Although in 
some cases differences among components may be ascribed to 
the differing abilities of managers to communicate in writing 
it seems more likely that inconsistencies stein from management's 
failure more effectively to standardize the system. MAG there- 
fore reconmends: 


a. That serious study be given to the problem of 
devising objective criteria for evaluation 
which are applicable to all Directorates. (OCI 
made an effort to do this in a memorandun of 
January 1970 which spelled out more precisely 
what each letter category reprasented.) 


b. That other offices adopt some version of the OCI 
use of a box score printed on the fitness revor 
which lists OCI percentages in a given letter 
category against the overall Agency percenta 
fne reviewer thus has some feel for what the 
Yating means in terms of the Agency as a whole. 


5. TO ensure that tne revised system meets the needs 


study of the system is necessary. At present, an employee 

Who iS unhappy over a fitness report or a supervisor's attitude 
toward the process is in somewnat of a dilemma. If he does 

not choose to make a formal complaint to the Inspector General, 
he has no recourse to a less formal means of review. Even 
should ne be permitted to write his own comnents on the fit- 
ness report itself, ne may still feel the need to discuss 
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problems with someone not directly in the Chain of comaand. 
MAG also feels that sone of the reluctance to change the 
System in the direction of greater openness and candor might 
diminish if some objective studies were made. MAG specif- 
ically recommends: 


| a. That a king of “ombudsman” be appointed in each 
"... 0. Directorate with whom employees could consult 
ne: ' about problems in fitness reports. Such a con- 
- Sultation would not constitute a formal complaint, 
, but the ombudsman could use his own diseréeion 
about informing higher management about probleas 
_with a particular rater.- 


b.° That objective study and‘research be undertaken 
on such questions as (1) to what extent do.the 
rater and reviewer disagree and (2) does the 
requirement of showing the entire fitness EODOrE 
to the employee make a-substantial difference in 
the way the report is written. 


6. HAG considered several other possible cnanges. One 
HAG member felt strongly that the only effective way to rate 
employees nonestly would be through xeports which were never 
seen by the employee. Majority sentiment was opposed to this 
method. At the other extreme, a MAG member suggested that the 
employee-supervisor dialogue on fitness reports should be 
maxiwized by having the emplovee summarize in craft form his 
accomplishments during the period, as he saw them, and then 
discuss these with his supervisor. The supervisor in turn 
would use this summary and the ensuing dialogue to shape the 
report itsel£. A related suggestion was to have the supervisor 
show a draft copy of the report to the enplovee before formal 
submission so that the rater could make constructive cnanges 
as he saw fit before making the report final. Both of these 
Gialogue-maxinizing suggestions sougnt to create a flexible, 
rather than a “take-it-or-leave-it," atmospnere. HAG believes 
that, while these procedures may in fact have been used 
successfully by some supervisors, they should be used only 
by highly skilled pecple who will not allow the process to 
degenerate into one of negotiation or bargaining. This 
approach therefore is not advocated for general use, 
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7. MAG also considered the possibility of abolishing 
letter gra@es to force more attention to the narrative section. 
The suggestion was made that, since some 76 per cent of tne 
ratings given in the Agency in 1971 fell into either the : 
"strong" or “outstanding” category (with anotner 23 per cent 
i in the "proficient" category), the present rating scale is 
worthless and should be eliminated. MAG, however, hopes that 

its suggestions will help to maxe fitness reports more 

accurately reflect actual performance. Finally, MAG con- | 


Oe sidered and rejected tne idea of including in the repert an 
employee's comments and requests relating to assignments, 
training, and so forth. We recognize the need for continued dis~ 


.cussion.on these aspects of an employee's carcer but.believe 

: the fitness report:is not the proper mechanism. Certain 

; offices nave devised procedures to handle this aspect of 
career development (e.g. OCI's EBAR--Employee Biennial Assess- 

ment Review) and these could be studied with an eye to appli- 

cation elsewhere. 


8. MAG in. particular wants to emphasize that the fitness 
report should never be a substitute for a continuing dialogue 
between supervisor and employee. ‘The evaluation in a report 
should come as no surprise to an employee. Rather, what is 
written in the report should reflect what has been said all 
along as to an employee's weaknesses and strengths, his . 
progress, his attitude and his goals. Changes in the fitness 
report procedure will merely correct surface d@ficiencies. 

The basic need is for on-going and candid communication. 


9. WAG sees the Fitness R@port as a good basic tool 
which, with modifications and increased utilization, could 
become more valuable to all. From management's viewpoint, 

. increased use of the reports as a personnel counseling 
vehicle, coupled with imputs from the employee, could do 
much to enhance-the value of the fitness report. 


' ; MANAGEMENT ADVISORY GROUP 
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4 August. 1972 


MEMORANDUM FOR: Executive Director - Comptroller 


SUBJECT: Effective Lateral Communications 


The lack of effective communications between’ individuals, 
components, or directorates can handicap the intelligence 
analyst, technician, case officer and manager alike. Lateral 
communication sometimes is viewed as unnecessary and contrary 
to "need to know" compartmentation. However, the younger 
officer especially has sought his counterpart in other parts 
of the Agency with benefit to both intelligence production and 
operations. The difficulty of defining the lateral conmunication 
"problem" was emphasized in MAG's discussions. Some MAG members 
felt that the problem was essentially that people did not know 
with whom to communicate. Others felt that the real problem 
was to eStablish effective communication between people who 
already know of their mutual existence and concerns. MAG 
considered the subject and attempted to identify successful 
communications techniques employed by some in the Agency which 
could be used by others. 


The most common approach to effective communications 
involves personal relationships and usually takes the form of 
knowing key people or components knowledgeable about a parti- 
cular area. These interrelationships depend very much upon 
personalities, mutual respect, personal needs and’ inadequacies. 
Much of this communication is on an informal basis but can be 
formalized. The situation of learning only too late about 
pertinent work or capabilities of people could be alleviated 
by a more organized way to identify key people in a directorate 
or division whom one could contact for overall direction or 
information. Certain people in any directorate scem to have 
this capability cither through innate ability or their function 
in the organization structure which gives them an overall vicw 
of office personnel and activitics. These points of contact 
should be more clearly identified for all. Another useful mech- 
anism enhancing communication with the appropriate, people is 
the use of a functional directory such as the one published by 
ocs. 


—_— 
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An additional method of effective communication has been 
used in times of crisis, for example, by OCI. A task force is 
set up to ensure that all interested parties are in touch and 
contributing necessary information. People with specialized 
interest and knowledge in a particular country or problem are 
identified and a roster is made with names, phone-numbers, and 
Special area of expertise. Such a roster probably would include 
~names of economic, political, military, scientific, estimative, 
and operational specialists. On any given problem, then, these 
‘people are ready and available. Sometimes meetings involving 
all of the people on the task force are set up so that all 
have a chance to exchange ideas and discuss probable events 
and implications. Modification of this concept might be 
workable even in the absence of a crisis. Lists of people 
with specialized interest or knowledge could be assembled 
and fed into a computer and made available to interested 
individuals. 


The concept of a roster of personnel with special ‘zed 
knowledge can even be extended. Practical implementation 
would involve providing a cross~indexed computer tabulation 
Which identifies specific subjects and knowledgeable individuals 
or Agency components. It is envisioned that this data bank 
would reflect more than just those "experts" in a particular 
field. Rather, it would, to a manageable level of detail, 
truly reflect the activity within the Agency. This data bank 
would be updated regularly as "expertise" is developed within 
a given office or division. Younger officers who have not yet 
learned how to work the informal communications channels would 
benefit greatly by being able to tap this data bank. An 
important aspect of this question relates to a certain amount = 
of middle management "inertia" which is believed to exist 
within the Agency. Many managers seem reluctant to search for 
outside expertise almost to the point of discouraging the use 
of the informal communications paths. If a data bank such as 
discussed above is to be beneficial its use must be encouraged 
from the top down to overcome this management inertia at 
whatever level it exists. Finally, security can be maintained; 
a valid case can be made for not making the details of the 
entire data bank available. At the office level an individual 
can act as the interface between the officers in the division 
and the data bank. Such an individual having the need to know 


ADMINISTRATIVE/INTERNAL USE ONLY 


Approved For Release 2006/11/21 : CIA-RDP84-00780R005200200027-6 


. 


"Approved For ReldasODGGs) F739 LE MERON ERBU7EORUD5200800027-6 
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and aware of the information nceds of personnel in his 
division can query the data bank to identify the experts 

in other offices or to identify other components where 
related work is being carried out. Further, this individual 
being knowledgeable of the activity within his office would 
be responsible for ensuring that his part of the data bank 
is current. 


The Agency spends a good deal of money each year sending 


. People to conferences and seminars. Tne knowledge we collect- 


ively have in the Agency also is significant but unfortunately 
we seldom utilize the specialized knowledge our own people 
have to inform each other. Perhaps twice a year groups of 
interested individuals (compiled and available from the 
computer) could get together in a conference or seminar 
environment. The agenda should be flexible but include pres 
sentations and discussion from people with differing kinds 

of specialized knowledge (whether it's all of the French 
experts, groups of computer people or all those who worry 
about space or missile problems). Even though on a working 
basis many of us are in regular or informal contact with our 
counterpart in other parts of the Agency we seldom take time 
fox a thorough and thought-provoking session. ‘The organization 
of the meeting could be a cooperative venture with the agenda 
and participants worked out by the Directorates and the 
mechanics by the Office of Training. . 


Other means contributing to effective lateral communica~ 
tions are participation in training classes such as the DDSaT 
Career Development Course and all inter-directorate courses 
(Mid Career, Intelligence and World Affairs, Advanced Intelli- 
gence Seminar, and Senior Seminar). These courses serve to 
demonstrate positive implications of lateral communication 
between operational and analytical components. One of the 
most helpful fallouts from these sessions is the contacts 
made with people from other components and directorates. 
Similar experiences can be gained in attending in-house 
seminars and technical working sessions such as the recent 
Human Factors’ Seminar and the working groups under the R&D 
technical coordinating committee. : 


MAG believes that lateral communication should be 
encouraged by management. While many intelligence officers 
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will communicate on their own once they know with whom to get in 
touch, ‘others must be encouraged as they are encouraged by their 
managers in other respects. Managers should make it clear from 
the outset of an employee's assignment that they support lateral 
communication and that the officer is expected to keep.in touch 
with his counterparts in other components and directorates. 


\ 


\ 


Management Advisory Group 
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1. November 1972 


PEMORANDUM FOR: xnecutive Director-Comptroller 


SUBJECT : Personnel Davelopment Progran 


General 


1. The Management Advisory Group views the Pe 
Development Program memorandum submitted by the Offic 
Personnel as an excellent first step in a long, overdi 
systematic approach to executive and personne ui Gove lope 
Tne Program is extremely ambitious but is vitally Limp 
to developing personnel to meet the future needs of t 
cig a The plan, for the first time, will force management 
to make projections regarding headroom, will require con- 
ponents to progxam parsonnel to move upward to fill vies anid 
and should ensure that the personnel have been adequately or 
pared su that they will be ready to move into the in eee ae 
responsible positions. 


2. nis plan, or any Similar plan, will ieee have 

many "bugs," but these will best be. handled as they aris 
since it is impossible to see tham all now. ‘To ansure ak 
they are so identified and that action is taken to correct 
them, it is imperative that the Program retain considerable 
flexibility for future amendment. It is even more important, 
ig the Program is to be more than a show piece fox the Civil 

ervice Commission, that top level management inake clear its. 
commitment to thea Program, and that this commitment be sus- 
tained over time 


Probeble Efiestivenass 


3. Given the full support of upper level management, 
there does not appear to be any reason to doubt that the 
Personnel Development Program should be reasonably effactive. 
a ae 


atic process through which promising officers can be idanti- 
we and, hopefully, batter prepared for their prosnactive un- 
ward movernent within the Agency. Tha major advaatage of this 


a 
t a minimum, the Program has the marit of instituting a sys- 
om 
Tha 
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approach bs establishment of procecures to cevlacs wha 
25 now lacgnly an acd noc process. In short, the Progra 
Forces prasent management to consider more formally the vary 
imoortant CUSHELGR-O2- Oh LROLViGCUaL’S =— 2nd@ Oy aeons ton; 
the Agency's -- future development, - 

4. Tne effectivenass of the Program will pe enhancad by 
the Cavelopmant of a mechanisn of imoartial review and evaiu- 
ation of personnel designed to roduce the effect of yverson- 

alitzes on the advancemant ladder. A panel system, such as 
the Clandestine Services', shovid ensure that personnel ara 
selected because of merit and potential rather than by baing 
a member of an “old boys” ‘clup,”" Bach: component or -otticsa 
will, of course, have to develop its ‘own method of selaction 
but efforts must be mace to ensure that the cry of "cronyisn" 
cannot ba attached to the process. 


j-- 


5. While the overall reaction to the Program is 

it may have certain built-in px roblens, some of them st 

from the eacly identification of "comers." Thea dangar of 

"elitism" exists along with its potential effect on over 

Agency morale. Tne existence of such "comar” r C 3 

not be kept secret and thera could ba the problem of hos thos 
c 1 i 


L 
not on the list reacted. Favoritism and arbitrariness are 
charges that could arisa due to the PLOGIAR, Its DHSS Ls 
drawback should ba attenuated, but perhaps not removed, bt ‘the 
issuance of explanations about the Program and its purpose as 
required by the memorandum. 

6. A related problem might be described as the "salf- 
fulfilling prophecy dilemma.” That is, once managament has 
gone on record as tapping an indivicual as a "comer," thera 
could arise a eengeucy tO push that person along reqardless 
of his or her actual performance. Otherwise, it might re-~ 
flect "badly" on someone’s initial choice. There is no iron- 
clad way around this potential problem except to be aware 
that it exists. Some sort of continuing review will aid in 
keeping excesses of this type to a minimun. 

Probable Accévotanca 

2 7. As is 3 the case with any major change, it is assumed 
tnat there will be some initial rasistance to the accentanca 
of such a wide ranging revision in the system of vertical mova- 
ment within the Agency. To be really effective, the Program 
must have the strongest sunport possible from the hignhast 
levais of the Agency so that there is no quastion as to the 
need for all to accept the Program and to work for its vnroser 
isplementation. When tho Program is fully exolained and its 

-2- 
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of the Program. his can 1 
Sure by top management to see 
in good faith. sg % 
Serva to enhance its 
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9. The effort which will be required to organize and 
Manage such a Program would appear, on th: rface, to ba 
monumental. In practica, howev tha 
tnere are various official o 
wnich serve to select "comer 
venous nt. Many of thase sv 
for use in the Program. A 
initially but-once tie. Prog: 2 
should be easily manageable. Although the 
bureaucratic pavar work, career development 
tion and training of Promisin ig individuals aro 
ot the Agenc y's Future. To make these tasks 
and coherent is worth additional ii 
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this effort comes so late in the Agency's dav 
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Gucvey Last spring, many young pr Oofessronals argued 
sors ware not giving more responsibility x en- 
Yoogrnones" bacause this might hasten their cwn 
eomont. “prolong one's career by peconing indisvongaple!" 
The Sugeeution, was. made chat a stricter ege/servyice zoUrremanc 
PLOCTaN WigGnhe “ancourecs Off beers. to Craan Comers as “cao le 
“proteges," 

12. -Inosote-os0ple's minds, tne tvo-headed .ecirenone pro- 
gram of the Agency hampars personndl planning. Declining over- 
seas slots impedes those shooting for the more attractive Agency 
plan in preparing for their own retirement. At the sama time, 
sympathetic managers may opt for the man needing ons more tour 
over the man with superior skills in filling overseas slots. 
Thus again the "comer" is thwarted. 

13. Accurate or not, many young professionals speak of 
"exonyism" keeping capable paople from advancing. A very bright 
young Cck- STAT 
groun Cot se at 
his level, but equa a distressed with the substantive knowledge 


2 
and managerial skills of those apove him. He b 
what he perceived as an "old b } boys! club" atinasn 
division chicts to being in outsiders to seni 
regardless of their qualifications. 


14. The proposed Progr appears to be really two arhnitious 
programs in one: an ee cevelopment program ana an enecu- 
tiva replacement program. The distinction between those two is 
that an executive development program would bo for CIA employeas, 
wnereas an executive reslacement program shoule be of wider 
scopa, An "Executive Candidates Roster" snould includa non- 
Agency and non~ Government personnel. WNot only is this desirable 
to prevent inbre eding, but it is representative of the current 
status in DD/SET where the Deputy Director and the majority of 
the office directors had substantial careers prior to Agency 


enployment. 


15. The Program appsars to retlect a 9-1 approach that 
would be improved with provision for more input froma the indi- 
Viduals who comprise the roste: at wnatever grade leval. A 
modizication to PMMP Forms 2, 4, and 5 that would include an 
employee's plan for himself, such as a rotational assignment 
outsice his immediate parent organization, a sabbatical yaar, 
specific courses, etc., wovld ameliorate this problem. Lacking 
this, there may be too strong a tendancy for managers to : 
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12 January 1973 


MEMORANDUM FOR: Executive Director-Comptroller 


SUBJECT : The Agency's Image Revisited 


MAG has reviewed the 18 November 1970 MAG-produced memorandum, 
"The Agency's Image" and concludes that some of the observations 
and suggestions in that paper are still valid, some were valid but 
have not been acted on and others are outdated. Certainly the 
milieu is different. The National Student Association expose is 
practically forgotten and our recruiters no longer have to "operate 
almost in stealth around campus fringes." 


MAG members have expressed some qualms about portions of the 
previous paper. The publishing of a textbook directed at scholars 
would be highly suspect by the very group we are trying to impress. 
If there is to be a publication on the Agency it should be directed 
to the public at large and be in the form of a pamphlet such as an 
unclassified version of the CIA Factbook. The idea of holding 
Seminars to sell oneself to other government agencies seems to be 
superfluous at best, and possibly Counterproductive. Seminars 
with other government agencies should be on topics of nutual interest 
in which all participants can contribute. 


HAG does agree with our predecessors! major conclusion "that 
the Agency's image is determined mainly by the quality of its work.” 
However, despite the machinations of Jack Anderson and Company, 
most of our efforts are known only to a relatively small and elite 
Clientele. Therefore, there is room for legitinate image building 
among the public at large. In looking to future endeavors of this 
type MAG believes that the low key approach is best. At the same 
time, there must be an awareness that the Agency's potential audience 
ts multi-faceted and therefore a variety of efforts should be 
continued, expanded, reinstituted or initiated. In this light MAG 
offers the foilowing suggestions: 
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1. Recently the Agency has made available to libraries, 
through the Library of Congress, selected reference 

; aids such as Chiefs of State listings and wall charts. 

This program merits continuation and expansion. 


4 2. From 1963 to 1966 the Office of Personnel operated the 
yg ; "100 Universities Program” whereby twenty senior officers 
4 visited universities and described for faculty inembers and 
3 administrators what a career with the Agency was like. 

4 This program was judged to be a success, but was dis- 
continued because a sufficient number of schools had 

been reached. Such a program should be reinstituted 

and expanded to include having junior officers speak 
before selected student audiences on a career with the 
Agency. 


3. Recently the Agency has opened its doors to high school 
- and college students for general briefings. This worth- 
while endeavor should be expanded to include selected 

‘student groups such as college newSpaper editors. 


ore F % het Bea ob cae ote 
mee titan pata ak kA ae ee SN 


TA 4. The 18 November 1970 MAG paper on the Agency's image 
advocated Agency-wide presentations by distinguished 
journalists or academicians. Unfortunately this idea 
4 has not been carried out. An annual address by a 

: noted journalist or scholar opened to all employees 

{ would be enlightening for those in attendance and 
i‘. could have a salutary effect upon our image both 

. in the media and academia. 
é 

4 


5. The previous MAG paper suggested more involvement 
by overt employees in professional sacieties. Since 
that time Agency employees have served on committees 
i; ¢ and run for office in some professional organizations; 
i : among them being the American Congress of Survey and 
: Mapping. Certainly overt Agency employees should be 
45 able to be more open about their employment affiliation 
Via at conferences and seminars. 
4 


~2- 
PNREMHOTRE TNT WATCe eT COR OLY 


Approved For Release 2006/11/21 : CIA-RDP84-00780R005200200027-6 


oe eke eee 


Lah Be eee 


eee A ee aT 


Approved For Release 2006/11/21 : CIA-RDP84-00780R005200200027-6 


6. "Going public" with such outstanding akoduations as the 
China Atlas and the OMS drug exhibit put the Agency in 
a favorable light. Such public service endeavors wil] 
hopefully be continued and presented to even broader 
audiences. 


7. HAG believes there is a relationship between a well- 
informed group of employees and a favorable Agency 
image. The OCI's State of the Agency Address, the 
accessibility of senior managers to their employees 
and communication from middie level managers Serve 
in creating more informed employees who will better 
articulate on behalf of the Agency in public at the 
appropriate time. 


In conclusion, MAG recognizes that it is impossible to 
present a favorable image to everyone and that there are a 
number of activities we do not want to publicize. At the same 
time, an alert attitude toward opportunities to improve the 
Agency's public image will redound to the Agency's benefit. 


THE MANAGEMENT ADVISORY GROUP 
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1 March 1973 


MEMORANDUM FOR: Deputy Director for Support 


SUBJECT ; Agency Esprit 


1, MAG has conducted a modest survey of cmployce 
attitudes to determine if there is an Agency-wide esprit or 
morale problem, In addition to informal surveys by the MAG 
membership, the views of a number of Junior Officers Groups 
were solicited. This paper addresses those topics which we 
considered central to the question of esprit, provides our 
assessment of Agency morale today, and recommends manage - 
ment action to improve esprit or counter declining morale. As 
a result of this effort to dctermine Agency esprit, MAG has 
arrived at the following general conclusions: 


A. There is no fundamental Agency-wide morale problem 
today, but there are isolated components with significant morale 
problems. 


B. Esprit is not a generational question. The basic 

frustrations of junior officers are shaved by senior personnel. 
“ 

C. In order to ensure that there will not be a morale 
problem in the future, Management must recognize and respond to 
the near unanimous attitude among young professionals that mcan- 
ingful contribution at a reasonable salary is mandatory and that 
"make work'! at any salary is unacceptable. 


2. The single most important factor which determines _ 
morale is the individual's concept of the usefulness of the Office 
ox Division product. There is considerable feeling within the 
analytical components that the Agency has suffered a loss of 
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impact with those officials who make national policy. This feeling 
is accompanicd by a decline in the sense of involvement and degree 
to which an individual feels his activity is truly meaningful. This 
sense of involvement and contribution offsets any number of less 
fundamental] concerns and explains the high morale overseas and 
high morale anywhere during times of crisis. A significant number 
of Agency professionals are passing through an identily crisis, 
They question the existence of an Intelligence profession and there 
js some desire for a Professional Association (a concept which has 
some support within MAG). The fact that the Agency's product is 
being utilized and is having an impact should be communicated to 
the individual by every practical means. 


The second morale determining factor is responsibility. 
Individuals are looking for responsibility at an carlicr age and 
seek opportunity for more interesting and challenging work, The 
obvious lack of career planning and the inability to move within 
offices or between Directorates is of concern io many officers, 


Jt is accepted that promotion headroom is less today than 
in years past. Although many people feel that they have been treated 
fairly and feel that promotion headroom docs exist for truly qualified 
personnel, many others hold the opposite view. MAG is unable to 
quantify percentages on either side of this question, 


Esprit is directly affected by the competence of the 
immediate supervisor, too many of whom are characterized as 


poor and unintcrested. One aspect of this question is top down 


communications which are considered in genera] to be marginal. 
In a related area there is considerable evidence that most 
individuals are aware of the mission of the Agency and their 
Directorate. However, the individual sees little evidence of 
reflection on the part of senior management on ncar term goals or 
on how to measure progress against specific goals. The extcnt to 
which the individual's view of scnior management affects esprit is 
not clear. Itis clear, however, that amore "visible" scnior 
management group will have a positive affect on esprit. 


= Page Two 
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3, he following are specific recommendations for manage- 
ment action. MAG does not feel that the Agency is scriously defi- 
cient in all areas identified below. However, given senior manage- 
ment initiative and long-term commitment, significant improvements 
are possible and practical. , 


A. Every opportunity should be taken to make the Deputy 
Directors and Office Directors more visible. Their infrequent 
appearances at award ceremonies or yearly "open house" is 
always of benefit. It is recommended that once a year cach Deputy 
Director, spcaking to as Jarge an audience as possible, articu- 
late the goals and objectives of the Directorate. To make this 
means of vertical communication more effective, Office Directors 
and Division Chiefs should interpret the Directorate goals into 
Office and Division goals. 


B. Management should seriously address the question of 
productivity. One aspect of this is identification of marginal 
activities. Consideration should be given to providing a method 
whereby any employee can suggest marginal activities to be 
eliminated or curtailed. . 


C. It is suggested that where morale is a serious problem, 
it is the result of poor or incompetent management,. MAG believes 
that such conditions can be easily identified. The immediate 
solution to such problems is replacement of the manager--often a 
painful decision. For the long term, MAG recommends that only 
those individuals who demonstrate a competence for management 
be promoted into management positions. The brilliant analyst who 
has no supervisory skills or interests will not necessarily make a 
good and productive manager. Such an individual can be rewarded 
throughout his career by such means as the "Scientific Pay Scale"! 
used in DD/S&T. A second recommendation leading to better 
management is that management training be provided for super- 
visors, _ 


D. Managers at every level must be reminded of their 
basic responsibility to ensure that subordinates can relate 
individual contribution to the goals of the Office or Directorate, 
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FE. Some of our most important work is accomplished ina 
crisis atmosphere. When there is emphasis on meeting deadlines, 
the quality of the product necessarily suffers. It is recommended 
that component performance during criscs be closcly critiqued so 
that the most disciplined approach to management during crisis 
can be found. 


EF. The need for vertical communication is particularly 
acute in the Clandestine Service because of the very nature of its 
activitics and the nced for compartmentation. Specifically, the 
Officer returning from overseas is the one most inneed ofa 
better perspective of how the Clandestine Service fits into the 
government structure. An OTR course similar to the now can- 
celled 'CS Review" should be considered as a means of providing 
this perspective. 


G. Rotational assignments and transfers between 
Directorates for individuals with promotion potential should be 
made easier. 


HM. Every clfort must be made to match the qualifications 
of the individual to the requirements of the job. The frustration 
of "over qualified for the job" is real. 


4, The Agency justifiably prides itself on its professional 
qualitics. These qualitics generally ensure that the work gets done 
and done well. This high degree of professionalism can also serve 
to mask the depree to which an incipient problem may be becoming 
an issuc that requires remedial action. There are perhaps some 
Agency wide policies and procedures which if changed would hoost 
the average level of morale. The more difficult task is to tackle 
this question in the face of policics and procedures which for good 
reason cannot be changed. The key to the more subtle question of 
esprit is the degree of commitment to positive action by top level 
management, Action can and should be taken at all levels of 
management. If one accepts that esprit is a problem, such action 
will serve to counter declining morale. If one holds the view that 
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esprit is not a problem today or for the future, then the same action 
will serve to improve morale above its currently "acceptable" level. 
The fecling that morale is a problem is contageous and if such an 
attitude is not countered, morale will become a problem. 


Management Advisory Group 


cc: Executive Director - 
Comptroller 
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“MEMORANDUN FOR: Executive Secretary/CIA Management Committce 


FROM : Management Advisory Group 
SUBJECT : Review of Fitness Report Program 
REFERENCE > Memo for ExDir-Compt, from D/Pers, . 


dtd. 19 Dec 72, same subject 


1. a: The subject memorandum appears to provide a 
solid basis for projecting improvements to the Agency's 
Fitness Report (FR) system. The descriptions of the 
rating procedures employed in large companies reveal the 
impossibility of finding a single "best way". MAG beli-ves. 
that the comparative stability of the Agency's corps of. 
career employees makes possible a system which will doa 
much better job of illuminating employees with high potential 
and identifying "deadwood" at all levels than the present 
system does. 


b. MAG agrees with most - but not all - conclusions 
and recommendations contained in paragraphs 7 and 8 of the 
subject memorandum. We believe two recommended changes stand 
out far above the rest: 


(1) training for FR writers, and the role of the 
parent career service and Directorate therein, and. (2). tie 
degree to which the employee should be involved in preparing 
the FR. MAG believes that the other recommendations, while 
helpful, will accomplish almost nothing if not done in 
concert with these more fundamental improvements. 


2. a. With regard to training FR writers, MAG strongly 
recommends action on paragraphs 7c and 8g of the subject 
memorandum. In perhaps no other segment of his job is a new 
supervisor less prepared than his responsibility to summarize 
on a half sheet of paper the strengths and weaknesses of the 
employees under his command. The only model a new supervisor 
has before him is the perhaps foggy recollection of the prose 
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in his own reports, and the report prepared by the employee's 
previous supervisor. Over the years he vains w rec! 107 what 
is "acceptable", and learns the difference between describing 
a really outstanding performance, and damning with faint 
praise. By the time he reaches the level of responsibility 
where he has to pass on promotions, approve training requests, 
interview applicants for vacancies, etc., he has become adept 
at reading between the lines and reading into the narrative 
the intent of the FR writers. MAG believes this unhappy 
situation can be turned around, 3£ not brought to an end, 
through Directorate-oriented FR writing courses, with senior 
carecrists from the Directorate taking part in the instruction. 
There should be follow-up, annual or biennial seminars, with 
all supervisors meeting with their Office heads to hear a 
reenunciation of the aims of the FR and to hear a statistical 
recap of extant ratings. MAG believes that detailed guidance 
by Directorates to FR writers is long overdue. It believes 
that such guidance, given annually, will not only help the 

FR system, but will also ameliorate chronic complaints from 
employees concerning the lack of career planning, downward 
communication and rotation. 


3. MAG considers a modification of recommendation 8b 
in the subject memorandum (dealing with employee input to 
the FR) to offer an cqually significant advance for the FR 
system. It disagrecs with the general appellate cast p/Pers 
gives to the proposed attached statement from the employee. 
NAG believes the employee contribution should not only be 
permitted; it should be strongly encouraged. This statement 
should summarize the progress the employce feels he has 
made during the reporting period to component and personal 
goais, including accomplishments, training, special assignments, 
and efforts he may have made to correct personal deficiencies 
noted in a previous report. It would be the subject of comment, 
as appropriate, by the FR writer or reviewing official. This 
information is now unavailable to career service boards and 
reviewing officials and would be invaluable in providing them 
with missing brush strokes of the portrait they seck. tt aiears 
to MAG that the employee's contribution would promote healthy 
dialogue of a sort so many employees find lacking today. 


4. MAG believes that recommendation $e (dealing with 
rating the raters) in the subject memorandum fails to grasp 
the nettle. The intent of the recommendation can only be 
to identify FR writers who cither through incompetence or 
lack of motivation fail to write adequate reports. Rating 
the rater is important but it will be too late for the hapless 
employees already the victims of an ill-prepared supervisor. 


- 2 - 
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5. Implementation of the recommendation in paragraph 
8c, "...comments concerning potential should be confined to 
factors related to job requirements" will remove the Fitness 
others to employees who do secm to possess qiialities equipping 
them for positions of greater responsibility. MAG agrees 
that employces need to be protected against unwarranted or 
gratuitous criticisms over matters having no relevance to 
performance. MAG members know of many instances where a 
person has through no fault of his own ended in the wrong 
spot. A strict interpretation of the recommendation as 
stated would prevent a statement saying so from being placed 
in the record. We believe it essential that either in the 
Fitness Report or in some other periodic evaluation there be 
statements concerning potential, most particularly in cases 
where the employce has significant potential, or where he 
has been placed in a job where his potential can not be 
properly developed. 


Attachment 
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Excerpts From Referenced Memorandun 


7.c. Greater emphasis should be placed on the enrollment 
of supervisors in the Performance Appraisal Workshop conducted 
by the Office of Training. Currently, there is no mention in 
Agency Regulations concerning training of supervisors in the 
use of the Fitness Report or performance evaluation, 


8.b. Add in the certification block an invitation to the 
employce to attach any comment (not necessarily in rebuttal) 
which he feels will contribute to the record of his job 
performance and require him to check an appropriate box 
indicating that he has or has not chosen to do so. 


8.c. Revise the Fitness Report Instructions (Tab B) -o 
reemphasize that evaluations and narrative comments should 
relate to job performance and that any comments concerning 
potential should be confined to factors related to job 
requirements. 


8.e. Include in the Instructions a requirement that 
rating officials comment on the rating performance of those 
employees who are themselves rating officials. 


8.g. Revise Agency Regulations to make the Deputy 
Directors responsible for providing instructions and guidance 
in adapting the use of Fitness Reports so as to best evaluate 


the job performance of employees within their areas of 
jurisdiction. 


Attachment 
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12 April 1973 


~ 


MEMORANDUM FOR: Exccutive Secretary, 
GIA Management Committee 


SUBJECT : Grievance Procedures 


l. The Management Advisory Group has been asked to comment 
on the paper prepared by the Junior Officers' Study Group on Agency 
grievance procedures, dated 24 January 1973. 


2. The MAG's general reaction to the paper is favorable in 
that it directs management's attention to problems concerning the 
handling of employee grievances as well as the grievance mechanism 
itself. However, it appears that the JOSG concentrated on one 
aspect of the problem, namely the Inspector General's role, rather 

S) than on the broader question of employce grievances. 


3. The MAG does agree that additional publicity about the 
role of the IG in handling employee grievance is warranted. Its 
role is an extraordinary one which obtains only when the grievances 
transcend or cannot be handled within the normal grievance channels 
which exist as a part of any organizational structure. The IG essen- 
tially is a tool of Agency management, advisory to the Director, with 
responsibilities extending into a broad range of management functions. 
To argue that the IG should be considered a representative of Agency 
employees rather than of management indicates a misunderstanding 
of the traditional role of the IG. Moreover, in the area of employee 
grievances, even though equity for the employee is a prime factor, 
the overriding consideration must be the good of the Agency. 


4. The MAG further believes that the function of the supervisor 
and manager in handling employee grievances necds greater emphasis. 
It should be the responsibility of each office chief, rather than the 
IG, to concern himself with employee morale, and management 
should encourage employces to air their grievances. It is recom- 
mended that cach Directorate publicize to their employees existing 
grievance procedures, as was recently done in the Directorate of 

Science and Technology. 
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5. Some of the other suggestions made in the JOSG paper 
deserve comment. It was probably a valid criticism that 1G com- 
ponent surveys received insufficient dissemination. Here again, it 
was a management responsibility to dctermine how and to what extent 
the results of IG surveys were used as meaningful fecdback to 
employees. It is the MAG's understanding that component surveys 
are no longer the responsibility of the 1G. 


6. The fact that going to the IG with a complaint, or surfacing 
a complaint within normal channels, will in some cases leave the 
complainant "a marked man'' is truc. But, this is a fact of life. It 
is hoped, however, that with the continued encoura gement and 
receptivity by management to innovation and change, the Agency can 
mature to the extent that it is a less serious fact of life. 


7. For the IG to more actively scek out and deal with personnel 
problems would be to place undue emphasis upon that onc facet of the 
IG's function. Whether or not a special Agency grievance board, com- 
posed of representatives of various components and age and grade 
levels, would serve a useful purpose is questionable. For sucha 
board to have the authority ''to make binding recommendations" 
would tend to subvert existing command channels. In fact, the. 
recommendations of the IG are binding to the extent that they arc. 
accepted by the Director. 


8. The IG has indicated that he is agreeable to the idea of 
having younger officers below the GS-15 level assigned to his staff. 
If it proves feasible to have qualified persons spend a tour with the 
staff, MAG endorses the idea. The IG has also indicated that he 
intends to take action on the following: (1) publicizing the functions 
of the 1G; (2) recommending a review of Directorate grievance pro- 
cedures; and (3) urging wider dissemination of inspection reports. 


Management Advisory Group 
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MEMORANDUM FOR: Executive Secretary, CIA Management 


Commi-ttec 


SUBJECT: Vacancy Notice Books 


It has come to MAG's attention that employces are 
reluctant to ask to view the vacancy notice books being 
maintained in various components, as they feel that such 
a request would give them a reputation of being a mal- 
content. Whether true or not, the fact that this is 
believed will deter many who are interested in such notices. 
Therefore, to provide an opportunity for additional quali- 
fied employees to apply for vacancies that they were un- 
aware of, MAG recommends that publicity be given to the 
fact that one book is maintained in Staff Personnel Division, 
Office of Personnel, Room 5847, and that consideration be 
given to placing an additional book in neutral grounds such 
as the Library Mezzanine. If such a plan is adopted, MAG 
further recommends that notices to this effect be posted 
temporarily on the various Agency bulletin boards. 


MAG 
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MEMORANDUM FOR: Executive Secretary, Management Committee 


SUBJECT : Response to MAG Notice 


1. In early January of this year a Headquarters Notice 
distributed to all employees discussed MAG and solicited 
employee views and suggestions. The purpose of this Memo- 
randum is to inform you of the response to that notice and 
'the actions taken by MAG. 


2. There have been ten responses all of which occurred 
in January. All responses have been acknowledged by a MAG 
‘Member. MAG action has not been completed on two of the ten 
and the disposition of the remaining cight is as follows: 


A, An employee query as to why MAG membership extends 
to only age 45, This was answered directly by the MAG co- 
: chairman. 


. B. A suggestion that parking lane sctter designations 

_ be painted at the entrance to each parking lane. MAG has 

' recommended that this be submitted through the employees sug- 
. gestion system, 


C. <A suggestion that the Boy Scouts provide markers 
indicating the type of tree for all trees within the Head- 
quarters perimeter. MAG has recommended that this be sub- 

mitted through the employce suggestion systen, 


D. A suggestion to provide shuttle bus transportation 
between Headquarters and the West parking lot. MAG does not 
endorse this recommendation. 


E. A suggestion to make available in each office a photo 
album of agency officials in the chain of command. MAG sup- 
ports this suggestion and has sent a memorendun of endorsement 
to the Suggestion Award Committee. 
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SUBJECT: Response to MAG Notice 
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F. <A suggestion that Vacancy Notices be located. on 
some neutral ground for individuals reluctant to approach 
their component personnel officer. MAG is preparing a 
Separate Memorandum endorsing this suggestion. 


G. Permit employees to shift working hours one half 
hour in order to facilitate carpooling, MAG has informed 
the individual of existing resulations permitting such a 


change i i ours. ee Oricinal sugrestion has been 
‘piven cof feish the MAG comment that there may be a STAT 
number o Cials who are unaware of the flexibility per- 
“mitted within existing regulations. 


H. <A recommendation that lounges be provided in women's 
_rest rooms at buildings away from Headquarters. MAG endorses 
this recommendation and has forwarded the original suppestion 


‘to Mr. Evans. 


3. Follow up memoranda on this subject will be prepared 


if warrented. ae suggestion the response to the 
MAG Notice will be discussed in the MAG annual report. 


fanagement Advisory Group 
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